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Note: This comprehensive book has its objective the dis- 
covery much possible about what has happened and happening 
ina significant number union-management situations. accomplish 
that objective the authors during their three years field research 
talked with many management and union representatives. difficult 
imagine how anyone who concerned with the union-management 
field could afford neglect reading this book. 


TOWARD MANY IMPORTANT TECHNOLOGICAL CHANGES there 
union policy for the simple reason that the change occurs another 
industry beyond the reach the union most affected it. One example 
occurs the television industry, which has destroyed many jobs the 
moving picture industry. Toward many other technological changes 
there union policy simply because the change too small arouse 
much interest. 

Union policies toward technological changes are five principal 
types: willing acceptance; opposition; competition attempting keep 
the old method use competition with the new, perhaps accept- 
ing wage cuts the old jobs; encouragement; and adjustment. These 
five policies are not necessarily mutually exclusive. Furthermore, the 
policies blend into one another that not always easy say where 
one ends and another begins. 

Four principal conditions determine the policies adopted unions 
toward technological change: 

(1) The nature the union. The principal distinction between 
craft unions and industrial unions. policy opposition, when 
occurs, usually pursued craft unions. Industrial unions, the 
other hand, generally find that technological changes affect such small 
fraction their membership affect different parts the union 
such different ways that the union does not find advisable oppose 
the change. Industrial unions, therefore, are likely pursue policy 
adjustment toward technological change. 

(2) Condition the industry, the enterprise, occupation. The im- 
portant question here whether the industry, the enterprise, the oc- 
cupation facing stiff competition and whether expanding 
contracting. expanding industries and enterprises unions are likely 
concentrate negotiating the best possible rates the new jobs 
created technological changes. the industry the enterprise 
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contracting, the union’s course action becomes more complex and 
less predictable. 

(3) Nature the technological change. This the most important 
determinant union policies toward technological changes. Three 
factors are utmost importance the unions: (a) the effect the 
change the number jobs the process the bargaining 

(b) the effect the degree skill and responsibility the employees; 
and (c) the effect the kind skill other qualifications required 
the work. 

obvious that the several principal characteristics technological 
change may occur variety combinations and that union policies 
toward any given change will depend large measure what 
bination effects are produced. 

(4) Stage development the technological change and union 
policy toward it. There are many cases unions changing their policy 
toward technological change. the new process perfected and 
comes well established the industry, the union may have choice but 
cease opposing and adjust itself the change best can. 

The most usual policy unions toward technological change will- 
ing acceptance. This happens the numerous cases which the 
technological change makes little difference the kind and degree 
skill required and has little immediate effect the number jobs. But 
the gain productivity from the change may make attractive 
giving labor improved opportunity bargain for wage increases. 

The policy outright and uncompromising opposition technologi- 
cal change not rare, but pursued only small proportion 
cases. One reason for its limited use that most unions know that the 
policy not likely successful over extended period. Another 
reason that there are few technological changes that not hold 
promise some benefit the workers. Hence, bargaining for the 
potential benefit may more advantageous the union than 
promising opposition. There are, however, few cases which the 
union some part simply refuses use the new apparatus. 
times the opposition takes the form refusal use the new equipment 
efficiently. 

How unions can implement policy opposition technological 
change depends circumstances and the terms the agreement be- 
tween the union and the employer. The union may try negotiate 
rule that new apparatus may installed only with union consent. the 
use the new equipment process requires new rates changes 
seniority rules, the union may block the installation refusing 
negotiate them. 


Sometimes unions seek meet technological change actively try- 


ing compete with either pushing old method encour- 
aging the use alternative one. The policy competition pursued 
when there are some kinds work which the new process has little 
superiority which the new process less costly but the old process 
produces superior quality. 

Unions undertake encourage technological change fairly frequent- 
ly. This policy usually followed when the union worried about the 
ability industry plant hold its own competition. ad- 
dition, few unions encourage technological change because the wage 
systems under which they operate make this advantageous. Where the 
compensation the employees related the profits the company 
the efficiency operations, the unions are likely encourage 
technological change. 

The essence the policy adjustment effort the union 
control the use the new equipment, process, materials. Even 
the technological change presents special opportunities problems 
the union, some negotiations over conditions employment may 
occur. there job evaluation plan the plant, the new jobs will 
have evaluated and slotted into the job evaluation schemes. Agree- 
ments rates pay may necessary, and some cases standards 
production will have set. 

Implementing the policy adjustment means negotiating tailor-made 
agreements wide variety issues such as, who the work; 
what will the rate pay; what done about the displaced 
workers; will they given severance pay special compensation? 

Going back union history one can find few cases where unions 
were destroyed largely because they were unable unwilling adapt 
themselves technological change. However, national union 
recent years has destroyed itself fighting technological change. Nor 
there record any union recent years being able prevent techno- 
logical change opposing though many unions have retarded cer- 
tain changes temporarily and locally. Union wage policies appear 
have been partly responsible for stimulating technological change under 
some circumstances and may have affected the distribution gains. 
Three principal effects have been produced union policies toward 
technological changes: 

(1) They have tended give the holders jobs the new 
machines new processes somewhat higher wages relative other 
workers the same plant other words, they have tended in- 
troduce distortions the wage structure the plant. 

(2) They have tended slight extent cause the new techniques 
operated with excessive crews and under make-work rules. 

(3) They have considerably eased the hardship displacement, part- 
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forcing managements advance planning the introduction 
technological changes, partly encouraging more gradual introduc 
tion technological changes and partly giving displaced workmen 
opportunity qualify for other jobs. 
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How CAN NATION direct our economic organization the 
meeting particular public tasks and standards performance 
the same time endangering its basically open, democratic nature 
Precisely here lies the heart the challenge American economic 
organization the decade just ahead. 

democratic industrial society, these are among the 
which can applied the reasonable distribution power: 

There should many power centers possible, consistent with 
the effective functioning the society. 

These power centers should roughly balanced strength, when 
they face each other conflict, that single one can dominate the 
other. 

Power centers should separate one from another. 

Individuals should given much choice possible within 
and among these power centers. 

The participants each power center should able exert 
least essential minimum control over the leadership. 

Each power center should have adequate judicial system 
protect the rights the participants grievance machinery the 
poration and the trade union alike. 

Each power center should exercise only the minimum control over 
the lives its participants consistent with its survival and effective 
operation. 

Necessary governmental controls the economy should concen- 
trated procedures rather than substantive issues. 

How does the American economy meet these tests its democratic 
character 1960? 

Area one: the multiplicity power centers. Certainly, our economy 
has moved very long way from the concept atomistic competition. 
terms “workable competition” the American economy appears 
doing quite well. There can more competition among relatively 
number firms than was once supposed. 

The current American scene not marked either 
capitalism” single all-powerful union movement. There art 
about many centers power both the corporate and union areas 
group action can reasonably expected highly developed 
industrial society. 


bal: 
be. 
pre 

anc 

the 
bel 

( 


ion Area two: the balance strength. Power seldom, ever, fully 


balanced among institutions, and too much expect that should 
be. But one can accurately say that rough over-all balance strength 
prevails between management and labor great many segments the 
American economy. 
are, however, two significant categories where this rough bal- 
the ance does not obtain. The first includes the many unorganized workers. 
area, federal policy offers mechanism more nearly balance 
the distribution power. The second category includes many small 
nic employers who have effective bargaining power against the union 
unions with which they deal and who are sometimes even forced 
belong union-dominated employer associations. For this category, the 
best hope seems lie with the creation independent employers’ as- 

Area three: the separation power centers. One the classic 
potential threats the workings pluralistic society the collusion 
the power centers against the public interest. the United States 

are two areas such collusion. The first management-labor col- 
lusion fix prices and restrain entrance the trade. Federal policy 
hin outright collusion, but the existence violations difficult 
detect. 
The other area even more subtle. increasing number govern- 
ment officials and even agencies are being whole part 
private groups. Agencies which were established regulate in- 
sometimes gradually come, quite legitimate ways, protect 
that industry instead. Aside from occasional legislative scrutiny regu- 
determination. 
Area four: individual choice. Individual choice consumer goods 
and services relatively free with one important exception. Members 
atic ofminority groups are often denied free choice housing, recreation- 
facilities and other services. The same exception found the 
labor market, which otherwise works quite well. should major 
national policy have non-discriminatory product market and 
labor market for all our people. 
vely Area five: ultimate control constituents. would unreasonable 
and even unwise expect members unions and corporations exer- 
cise democratic control over the day-to-day decisions the leadership. 
essential provide some opportunity for opposition form 
and attain power the face continuing disagreement over basic 
policies. Democratic guarantees are particularly important for union 


members. 
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Area six: judicial protection. The volume grievances within jp. 
dustry and within unions quite small, but the provision adequate 
grievance machinery nonetheless important. 

Area seven: minimizing control over the individual. One important 
area for concern the subtle problem organizational coercion the 
individual ways not subject remedial regulation. Americans need 
revitalize their convictions the supremacy the individual, that 
economic other organizations may remain the creation and servant 
and not the master men. 

Area eight: concentrating governmental controls procedures. This 
has been the approach traditionally favored the American 
The only direct controls generally acceptable have been those dealing 
with health and welfare issues areas accepted public interest 
such banking and public utilities. 

and large, the American economic organization has been con- 
patible with and supportive political democracy. 

The next question is, how can give the necessary direction our 
economic organization? Obviously, government participation has been 
and will essential. But there are many ways and means government 
participation, with varying effects upon economy’s effectiveness. The 
public objectives which may select for our economy must weighed 
against their cost the area individual rights. 

Having agreed upon valid public needs, should next consider 
whether they can adequately met through individual action alone. 
The role government should restricted clear cases national 
interest which cannot served private means. 

When government action required, need consider the most 
appropriate method government participation. This, again, field 
which needs further study and experimentation. need make care- 
ful judgements about the best method governmental action toward 
meeting given objective best from the points view both effec- 
tiveness and democracy. 

One method which holds degree promise and which has not yet 
been widely tested might persuasive participation the 
executive branch government. the wishes the people can 
clarified and focused, they can quite effective. There are real limits 
the effectiveness such largely persuasive devices; but there are also real 
uses. They involve more affirmative, constructive role for government, 
but they generally stop short direct participation the established 
decision-making processes the economy. They would help identify 
national responsibilities and assist the meeting these responsibil- 


ities without heavily concentrating the power now widely diffused our 
economy. 


most corporations America today are well aware 
the importance sound legal advice. The law has become ever more 
complex and refined, creating need for legal specialists various fields. 
The necessity securing competent legal advice assist managers 
decision making today the basis major problem top executives. 

The existence corporations includes requirement for secretary, 
whose duties are prescribed law. interesting note that cor- 
poration can legally exist without president, but must have secre- 
tary. The secretary today charged with specific duties the state, in- 
cluding requirements qualification, charters, by-laws, registrations 
and large, all the problems involving the relationship the corpora- 
tion the state creating its existence. Because the performance these 
tasks often requires man legally trained and because many other 
problems legal nature come corporations, not unusual find 
the secretary large companies charge the entire legal activity. 

The top management most companies responsible for directing 
the legal activity’s performance the following functions. 

Provide the company and its departments with legal advice. 

Anticipate and guard against all legal risks. 

Participate the selection outside counsel. 

Recommend work referred outside counsel, approve their 
fees. 

Assist outside counsel conducting necessary litigation. 

Study proposed and existing legislation, informing persons con- 
cerned its pendency and status. 

Participate all actions major character such as: financing; 
charter amendments; change corporate structure; acquisition and dis- 
posal important segments the company and its property; and 
determination action comply with legislation. 

Prepare approve contracts and agreements involving leases, 
licenses, options, labor guarantees, releases, real estate, continuous raw 
materials, employment, insurance, engineering, advertising, services 
general, distributors and dealers, easements rights way, and bonds. 

Approve sales and advertising copy and all other public statements 
that might have legal implication. 

10. Provide for protection the company’s products, devices, proces- 
ses, and trademarks patents, copyrights, and registration. 

Even quick consideration this listing cannot help but point 
the value expert legal advice counseling virtually all the top exec- 
utives company order assist them recognizing and dealing 
with the legal implications their decisions and actions. The crucial 
problem for top management find way receive legal advice (1) 
the time needed, (2) presented way that useful, and (3) 
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provided the very best men available. 

While advantageous for company have its own employee. 
lawyers, too heavy reliance them often includes the serious disadvan. 
tage confusing the lawyer’s role with that business associate. This 
often results considerable risk where overreliance employee. 
lawyers will associated with overcautiousness decision making. 

possible the other extreme and rely heavily, not totally, 
external advice. One advantage operating this manner that 
the company can choose leading specialist each field law, depend- 
ing its current need. Again, however, the disadvantages are dis. 
couraging. the first place, executives must able identify their 
need for legal advice before serious errors are made. They must able 
adequately brief the lawyer-specialist that can give his most 
valuable advice. Such briefing can extremely difficult complex 
situations when business decisions must made hurry. Some 
our corporations have paid for brilliantly reasoned opinions special- 
ists, which proved less than useful because they were based upon 
assumptions that the lawyers were forced make because lack 
sufficient familiarity with the facts. 

Consequently, believe heavy reliance either lawyer-employees 
lawyer-specialists, relative exclusion the other, unwise, in- 
effective, and often dangerous way operate. have found that 
excellent system involves the use specialists addition close and 
continuous association with regular lawyers. 

Once the desired specialist identified and contacted, either com- 
pany executives their regular lawyers, important develop 
carefully desirable working relationship among all three parties top 
managers, regular lawyers, and specialists. But top management retains 
the necessary control over the relationships among itself and both 
lawyers. Perhaps most importantly, only top management can 
quately brief the specialist the business problem that created need for 
his services. 

organizing and administering the lawyer-management relationship, 
have learned that the wrong lawyer worse than lawyer, and that 
major sources information about good specialists are conversations 
with businessmen, seminars and publications, and course our regular 
lawyers. Third, observed that generalizations about what lawyers can 
cannot are useful only sensitizing executives danger areas. 
Also, the subtleties personal compatibility are especially crucial the 
lawyer-manager relationship because the nature law and busi- 
ness. Lastly, the need keep specialists informed, the necessary 
degree, ranging from fully occasionally irregularly, vital one. 

Besides willingness assist management constructively, lawyers 
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should willing accept the responsibility for their legal advice. 
top manager favors hedging and either/or answers from anyone his 
organization. 

One the gravest faults top management allowing their lawyers, 
particularly the senior legal adviser, make their decisions. The final 
decision and responsibility belong top management. When they 
not accept this responsibility, then their lawyers, anyone all, are 
managing their companies. 

The skill with which the top management utilizes its legal activity 
illustrated knowing exactly what point the progressive stages 
business transaction the top manager should refer the problem his 
lawyers. Referring nonlegal problems, and even approaching legal 
problems, lawyer too soon may result premature calculations 
that transaction. Rather than aiding the corporation, the presence the 
legal activity inopportune, early stage development can greatly 
hinder the chances for success. 

Because the legal activity may touch upon every major phase his 
business, seems that the wise manager will learn manage his 
legal affairs such manner that can institute, within limited 
period time, any legal activity that necessary support either 
pedestrian daring business decision. 


THE EXPERIENCE the past century has shown that both long-term 
and short-term interest rates tend rise periods prosperity, which 
generate vigorous demand for funds. Conversely, interest rates fall 
periods depression, when the demand for funds contracts. 

The one major exception this tendency occurred the 1940’s, when 
interest rates were pegged the level prevailing during the depressed 
1930’s through the readiness the Federal Reserve banks purchase all 
Government securities offered them above par. Inflation was the 
price paid the nation for wartime Treasury financing pegged low 
interest rates. 

The prime cause the rise interest rates that began 1946, and 
that was markedly accelerated during the decade the 1950’s, has been 
the huge demand for loans that developed the post-World War 
era. Two economic developments have swelled the demand for funds 
these years, and have tended push the whole structure interest 
rates higher levels. These have been: The rapid growth the 
American economy. Inflation the price level. 

addition those two basic developments, powerful economic and 
social influences have greatly increased particular kinds borrowing. 
These include business, mortgage, consumer, and government debt. 
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Business debt was expanded from $88 billion the end 1945 
$275 billion the end 1959. These borrowing needs have been 
magnified expenditures expansion and modernization, the tripling 
business inventories, and fourfold expansion accounts receivable 
due the widening use trade credit. Mortgage debt was almost five 
and one-half times large the end 1959 the end 1945, while 
consumer debt increased from less than billion 1945 $52 billion 
the end 1959. The increase Government debt between 1945 and 
1959 was concentrated the state and local sectors, which experienced 
expanding demands for schools, roads and many other public 

far the largest source loanable funds our economy which are 
available the above-mentioned debtors the savings that are loaned 
out invested bonds through financial institutions. the years 
1946-59, some $217 billion, 67% the $326 billion increase net 
borrowing, was provided eight classes savings and investing insti- 
tutions. 

second source loanable funds credit expansion commercial 
banks over and above the increase their savings and other time 
deposits. Commercial banks function like other savings institutions 
when they receive savings deposits that are loaned out invested 
bonds. But when they expand loans and investments amount that 
exceeds their gains savings deposits, increase demand deposits 
results which tends monetize the growth debt. attract larger 
volume savings from individuals when wide gap exists between 
demand for loanable funds and the supply from savings institutions and 
commercial banks, substantially higher interest rates must offered. 
close correlation exists between the volume funds that must at- 
tracted from individual and miscellaneous investors balance the sup- 
ply loanable funds with the demand and the direction interest rate 
movements. 

The impact higher interest rates business borrowers minimized 
two factors: The cost borrowing, even when interest rates are 
high, quite low comparison with the prevailing rate profit 
earned capital funds business when conditions are favorable. 
The very high corporate income tax rates largely neutralize the effect 
increases interest rate, since interest payments are deducted from 
taxable income. All classes business borrowers can turn number 

alternative methods financing sufficient funds cannot secured 
through usual borrowing channels. These include greater retention 
profits, sale preferred common stock, the leasing assets lieu 
purchase, and contracting for additional production lieu ex- 
panding the enterprise’s owned capacity. 

has been asserted that period high interest rates affects small 
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business much more than large, the ground that the latter are favored 
lenders time when the demand for funds outpaces the supply. 
Surveys business financing during periods rising interest rates and 
credit stringency indicate this only limited degree, all. 
development that has greatly reduced the impact higher 
interest rates and lessened availability bank credit small and 
medium-sized business has been the largely increased amount trade 
credit and instalment credit utilized such concerns. 

There has been lessening the effect higher interest rates 
mortgage borrowers because the following developments: The 
higher ratio mortgage loans property values, which lessens down 
payments required from home buyers. Lengthening mortgage 
maturities. Rising personal incomes. 

Increases the general level interest rates have virtually effect 
consumer borrowers, since rates charged for consumer credit reflect 
service well money costs. Charges for consumer credit tend 
standardized, and changes because fluctuations other interest rates 
are quite infrequent. 

The historical evidence indicates that influences other than the level 
interest rates, have determined the rate growth the American 
economy. High interest rates did not prove deterrent rapid economic 
growth the 1920’s and Declining interest rates did not bring 
about net growth the economy for the decade the 1930’s. 

Higher interest rates, and particularly the limited availability funds 
which they are symptom, function regulators economic activity. 
They tend discourage and prevent the excesses borrowing and ex- 
pansion which, booms like that the late 1920’s, become major 
threats the stability well the growth the economy. 

There are four alternatives higher interest rates and limited avail- 
ability funds: Large-scale bank credit expansion satisfy borrow- 
ing demands, the most frequently tried alternative high interest rates, 
leads periods prosperity both boom and bust pattern for the 
economy and price inflation. Lending Government and its agencies 
makes funds available low cost favored borrowers. Use 
selective credit restraints curb prevent some types borrowing, 
make credit more available low rates other borrowers, would 
constitute system credit rationing, dubious expedient. Im- 
posing legal ceilings statute regulation the crudest way combat 
arise interest rates. 

The assumption that commercial banks realize larger net profits when 
interest rates are high and smaller net profits when they are low simply 
does not accord with the facts the past two decades. Bank profits rise 
with low interest rates because such times commercial banks have 
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excess reserves support expansion earning assets. High interes 
rates reduce bank profits curbing expansion earning assets and 
causing capital losses securities. 

Interest rates undergo wide fluctuations all countries with free 
economies, response changes demand and supply loanable 
funds. far the most commonly used expedient hold down interest 
rates and maintain plentiful supply loanable funds has been large. 
scale bank credit expansion. help finance reconstruction their 
shattered economies, rapid expansion bank credit occurred 
number western Europe countries during the years immediately fol- 
lowing the war. But the inflationary effects large-scale credit 
sion have been apparent that European countries have generally 
refrained from using this expedient, once their economies had 
mounted the initial post-war reconstruction phase. 


ONE with and listens business executives well-run corpo- 
rations today, cannot fail impressed the new and vital role 
that accounting plays their day-to-day decisions. This new and ex- 
panded sphere accounting activity appears taking the name 
management accounting. The title indicates recognition accounting 
tool for success business management not for business survival. 
The field accounting now well into major transition its develop- 
ment; addition its important but limited role custodial and 
external reporting function, becoming recognized vital force 
planning for and producing business profits. 

understand this important development, should review some 
the factors that have conditioned the growth accounting this 
country. its early history, accounting was called upon mainly ful- 
fill need keep track debtor and creditor claims and 
joint venture business relationships. 

During the current century, have seen rapid developments our 
business economy exert strong influences the accountant’s role. Three 
stand out particularly significant. First, have seen rapid growth 
the corporate form business enterprise with widely disbursed 
ship. For obvious reasons, this has placed emphasis upon stewardship 
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reporting accounting for the benefit who are significant 
corporate Owners but who are not managers the corporate business. 
Second, the corporate income tax and regulatory restrictions have cre- 
ated great demand for the accountant’s services independent 
reporter financial results. And third, general social consciousness 
has developed that favors the protection third parties activities 
corporations. 

All these factors have encouraged, and are still encouraging, rapid 
rate growth the accounting profession. Public accountants are 
continually confronted with new and challenging business situations 
that add the need for unbiased reporting the public. Preparation 
accounting reports for individuals and groups with different and 
sometimes conflicting interests has called for balancing fusing 
objectives. accomplish this, accountants have relied conservatism, 
consistency, objectivity, and degree uniformity. These characteristics 
have not been conducive providing useful information for manage- 
ment action. 

But the steady increase competitive pressures and the size and 
complexity most successful businesses during the past fifteen years 
has given emphasis management-oriented accounting. Management 
accounting gradually taking its rightful place providing measure- 
ment tool and communicating medium support semiscientific ap- 
proach decision-making. has passed the probationary period and 
approaching stage full-fledged acceptance well-run businesses 
both large and small. 

The Committee Management Accounting the American Ac- 
counting Association has attempted give one-sentence definition 
management accounting. states that accounting the 
application appropriate techniques and concepts processing the 
historical and projected economic data entity assist management 
establishing plan for reasonable economic objectives and the 
making rational decisions with view toward achieving these ob- 
jectives.” This definition perhaps somewhat cumbersome, but does 
highlight some unique and essential characteristics the management 
orientation accounting. sets management’s needs the criterion 
acceptability; extends the field accounting into projections the 
future; emphasizes the planning and control functions manage- 
ment. 

Although management accounting should not thought neat 
package ideas, based several interrelated concepts that seem 
fundamental accounting activity that serve management. 
would list first the process planning toward known profit goal, where 
business management can call upon the controllership management 
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accounting function formalize the plan, break into the parts that 
point out the routes followed, and ensure proper co-ordination 
the various steering mechanisms. 

second fundamental concept management accounting recog. 
nition the need for effective communication through reports. Reports 
should highlight both accomplishments and deficiencies and they should 
offer interpretive follow-up results management actions. 

Another basic idea that essential good information system for 
the management multiproduct company involves the analysis 
both historical and projected data terms products and product 
groups. Business managers must decide product-line pricing policy, 
direction new product development programs, allocation sales 
promotion funds and effort, and the adding dropping product 

One the most striking fundamental characteristics the current 
quantitative approach management decision-making the concern 
for incremental costs, revenues, and profits the use the concept 
profit contribution. The basis for these ideas is, course, found 
classical marginal economic analysis for the firm. The maximizing 
profits equating marginal costs and marginal revenues has long been 
tool used economists effort explain business actions and 
patterns price changes free economic system. Only recently, how- 
ever, have these basic concepts been tailored and consciously used 
business decision-making. Although not possible fortify the de- 
cision-maker with precise measures marginal costs and marginal 
revenues, accounting function may provide approximations aver- 
age incremental information. Such information will support decisions 
terms their contributions toward designated profit goals. 

provide useful incremental revenue information, the accountant 
usually must join forces with market research, product development, 
and perhaps other functional groups, and must study and understand 
cost behavior. 

question often asked whether the concepts mentioned are 
plicable both small-and medium-sized businesses. While the specific 
needs management depend part upon the size the organization, 
the general needs for tailored information and sound approach the 
problem are not related size. The question should not be, “Can 
without it?” 
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THIS MAY INTEREST YOU 


Editor 


Directly behind desk are two shelves filled with books and 
pamphlets that various publishers have sent me. has been 
impossible present you with abstract each one those books, 
think about time that least make brief mention some 
them. 

The first item that pull from one the shelves helpful 
page pamphlet which logically should have mentioned January 
center spread forecasting: Business Forecasting for the 1960's 
Selected, Annotated Bibliography, published Harvard's Baker Library 
and compiled Lorna Daniells that library's reference 
department. Sources forecasting information are listed under three 
categories: general books and articles; forecasts specific subjects, 
arranged alphabetically subject; and texts the principles and 
methods business forecasting. 

Another pamphlet which catches eye reprint from last 
November's issue The Practical Lawyer, published joint committee 
the American Law Institute and American Bar Association. 
Lawyer's Guide through the Computer Maze and written Roy Freed, 
the subject matter the article indicated this sentence: 
"Because the consequences computer adoption are pervasive, the 
variety legal questions that they raise run the gamut the law." 
One those questions "How long can corporate management lag behina 
others their industry adopting machine data processing systems 
before they expose themselves mismanagement charge?" 

attention now drawn the book Seeds That Grew, written 
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Joseph Knapp, and published Anderson House, Hinsdale, N.Y. 
history the Cooperative Grange League Federation Exchange, the book 
demonstrates that cooperation not simple form business 
enterprise, and the volume written contribution 
understanding the modern cooperative undertaking. 

Another book which historical nature The Great Organizers, 
Ernest Dale. Published last year McGraw-Hill, the book provides 
profiles those managers who solved the organizational problems 
DuPont, General Motors, Westinghouse, and National Steel. doing, 
the volume describes methods used, compares management theories, points 
out fallacies, and presents material understanding corporate 
organization. Mr. Dale associate professor Cornell's Graduate 
School Business and Public Administration. 

The Bureau Industrial Relations the University Michigan has 
published the results interesting study entitled Political 
Content Labor Union Periodicals. Jointly prepared Frederick 
Shedd and George Odiorne, the publication contains analysis 
the political content key union periodicals from January through 
August 1960. The same publisher released volume called Addresses 
Industrial Relations, 1960 Series. Seventeen addresses are 
contained this collection. They range from "Industrial Relations 
Problems the Next "To What Extent Should Businessmen 
Active 

Also dealing with industrial relations Personnel and Industrial 
Relations, published Richard Irwin, Inc., Homewood, Illinois, and 
written Rossall Johnson the School Business, Northwestern 
University. describes the personnel administration function from 
the point view all management well that the personnel 


administrator. Also released the same publisher Some Theories 


Organization. Written Rubenstein and Haberstroh, the book 
concerned with contributing understanding how people behave 
organizations and how management can improve its understanding such 
phenomena. 

part its international series management, Prentice-Hall, 
Inc., (Englewood Cliffs, N.J.) has published these books: 
Administrative Organization, Pfiffner and Sherwood; Planning 
Production, Inventories, and Work Force, Holt, Modigliani, Muth and 
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Simon; and Executive Decisions and Operations Research, Miller and 
Starr. 


shift our emphasis international topics for the moment, 
should mention these books: 

The Common the GATT, written James Jay 
Allen, and sponsored the Georgetown University Law Center. One 
the purposes Mr. Allen explore legal terms the 
compatibility the Common Market Treaty with the provisions the 
General Agreement Tariffs and Trade. 

The Common Investments, Mare Kohler and translated 
from the German J.L. Hueni. Published Vantage Press (120 
3lst, New York), the book's purpose "to familiarize the reader with 
the investment opportunities offered the Common Market, with 


emphasis the legal aspects." 


Glossary International Economic Organizations and Terms, 


compiled the U.S. Council the International Chamber Commerce 
(103 Park Ave., New York). 

Taxation and Operations Abroad, published the Tax Institute, 
Inc., Princeton, N.J. This symposium volume divided into four parts: 
tax and management decisions and forms business organization; 
selected economic problems; current issues foreign taxes affecting 
U.S. management; and major problems national policy. 

The Overseas Americans, Cleveland, Mangone, and Adams. 
Published McGraw-Hill, this book represents over~all exploration 
"the elements needed for successful performance overseas 
assignments, plus imaginative program action for the recruitment, 
selection and training personnel" who fall into these categories: 
government personnel; missionaries; and businessmen and their wives 
and family. 

Many readers The Executive will interested learning about 
bibliographic service that was announced not too long ago the 
Harvard Law School Library. The title the publication 
Current Legal Bibliography. will appear nine times during the 
academic year, and will consist "comprehensive listings 
monographs, substantial journal articles, and the contents collected 
works all types that have been received the library. The service 
will provide, world-wide basis and aconvenient systematic 


arrangement, quick survey significant writing all fields 
domestic and international." The nine issues Current Legal 
Bibliography presented during the academic year are supplements 
bound annual volumes planned for publication under the title 
Annual Legal Bibliography which will the separate issues 
Current Legai Bibliography and addition will contain many references 
books and journal articles not previously reported the 
supplements. 

Continuing the legal theme for moment, shall mention book 
published Great Britain the Cambridge University Press entitled 
The Antitrust Laws the U.S.A. Written A.D. Neale, the volume 
divided into two parts: the first part describes the laws prohibiting 
monopolies and restrictive agreements this country, and discusses 
the decisions reached the courts leading cases; part two assesses 
the value the antitrust system and its applicability other 
countries. 

The Dollar Problem: Reappraisal, Sir Donald MacDougall, the 
thirty-fifth the series Essays International Finance published 
the International Finance Section the Department Economics 
Princeton University. This 76-page booklet was written last 
summer Sir MacDougall, who has served Economics Director the 
Organization for European Cooperation. 

rather specialized book Accounting and Tax Aspects Patents 
and Research, written J.A. McFadden, Jr., and C.D. Tuska, both 
affiliated with RCA. Published last year the Van Nostrand Co., 
Princeton, N.J., the volume was written "to define the meaning 
current tax laws and trends for the benefit the taxpayer involved 
research, patent acquirement, litigation stemming from patent 
infringement taxation." 

Like the first item mentioned, the last bibliography, but this 
time compiled the Department the Army, and entitled Select 


Bibliography Administrative Organization which endeavors select 
the best the crop literature administrative organization. 


With best wishes, 


William Falcon, Editor 


THE OBJECTIVE equalizing the power mobilized opposite sides 
the labor-management bargaining table has been sought steadily 
increasing the concentration power the hands both labor and 
management. the discussion that follows, purpose show that 
such concentration power highly detrimental the functioning 
competitive economy and that public policy must seek place re- 
strictions the size and power bargaining units both sides the 
table. The method will advocate declare industry-wide bargaining 
illegal restraint trade under our antitrust laws. 

Three basic assumptions underlie the entire discussion: 

Labor unions and collective bargaining have roles play and 
contributions make the American economy. 

least some our basic industries, unions can raise wages, 
and business enterprises can turn raise prices cover cost increases. 
other words, have wage-price spiral consider. 

Preservation and maintenance competitive economy our best 
means toward higher standard living and the maintenance 
personal freedom. 

The attempt equalize power mobilized opposite sides the 
labor-management bargaining table has resulted from the belief that 
this policy would produce more equitable adjustment labor disputes. 
However, experience the post-World War period seems indicate 
that equality power difficult attain. Obviously, too, steady in- 
crease the concentration power does not guarantee the elimination 
crippling work stoppages, the maintenance essential service, and the 
effective functioning the American economy. 

Even when collective bargaining peaceful, public policy problems 
still arise labor-management power relations. If, under certain con- 
ditions, firms buy industrial peace with large wage increases and then 
recover these costs price increases passed their customers, 
dangerous inflationary and distorting forces may operate within the 
economy. This situation especially likely occur when power 
relatively equally concentrated between the two parties. Industrial 
peace, other words, does not solve the monopoly problem that 
created the concentration power. 

Bringing together employers deal with union may facilitate 
unity action other spheres, such price and output policy, but 
this practice side-steps competitive forces and clearly inconsistent 
with antitrust policy. Moreover, when industry-wide bargaining breaks 
down, the resulting strike tends all the more crippling and bound 
have serious economic repercussions. 

Furthermore, the organization sufficient union and industry power 
conduct industry-wide bargaining raises internal political questions. 


Collective Bargaining 


Office Executive, Vol. 36, No. 
January 1961, pp. 18-20, 


Charles Phillips, Jr. 


Assistant Professor Economics, 
Washington and Lee University 
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Unless union leaders enjoy the support the rank and file, bargaining 
cannot responsible and agreements cannot enforced. union 
are more democratic, leaders desiring re-election may often 
pressed their rivals bargain harder. Thus union leaders find them. 
selves position which they have difficulty reaching compromise 
settlements with management. 

The same problem faces industry, too. Each industry’s leader must 
compromise his position somewhat reach final figure offer the 
union. Each company within the industry might well have different 
figure what should and could offered the union, but under 
industry-wide collective bargaining, only one figure can finally 

Modern collective bargaining involves more, however, than haggling 
over purely economic issues. Perhaps more important are the political 
implications. Here where the present high degree concentration 
power becomes extremely important. Bargaining between two powerful 
groups tends become crusade with high stakes. Once the national 
union and the industry have stated their respective positions politically, 
the dispute more costly and compromise more difficult. 

The forgotten party such power struggle the public. the time 
labor and industry are ready agree, millions innocent bystanders 
have been hurt. 

Recognizing these two basic factors that unions possess monopoly 
power and that the labor market and the product market are closely con- 
nected through the law costs the proposal presented here would 
declare industry-wide bargaining illegal restraint trade. This 
declaration could accomplished making appropriate amend- 
ment the Sherman Antitrust Act. All matters violation possible 
violation would thus taken care the same way the usual 
product market cases. 

What might this proposal accomplish? 
gaining corrects natural imbalance between labor and management and 
provides the basis upon which collective bargaining defended being 
consistent with competitive economy. The competitive check 
price increase could function normally. 

Also labor and management leaders would forced become more 
responsible their supporters and, indirectly, the entire economy. 
longer would few individuals have the power shut down 
entire industry. one union and company should fail reach settle- 
ment and strike should result, the impact upon the economy would 
greatly reduced, and both labor and management would find com- 
promise more agreeable settling disputes. 

One the frequently suggested remedies for ending labor-manage- 
ment bargaining disputes compulsory arbitration. The objection 
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this type solution that would represent major step away from 
competitive economic system. would mean that competitive collective 
bargaining has failed and that third party needed dictate 
decision. might mean that both labor and management would come 
rely upon such solution, making the arbitrator responsible for all 
decisions. Compulsory arbitration but further step towards govern- 
ment control industry. 


Comment Frank Plaut, Research Assistant: 


Professor Phillips’ article proposing that industry-wide collective 
bargaining declared illegal restraint trade under the Sherman 
Act raises many interesting questions. 

the outset, might asked just what point Professor Phillips 
would bring the Sherman Act sanctions bear? Would outlaw only 
bargaining which completely industry-wide? Would the recent steel 
negotiations, which ultimately covered all the major producers except 
Kaiser, illegal? Would area-wide bargaining proper under his 
proposed amendment? May small employer join with other employers 
bargaining with large union? must bargaining actually done 
“company-by-company” suggested elsewhere his article? 

During the recent steel strike, serious students the collective bar- 
gaining process were concerned with the disruptive effects the strike 
the nation’s economy. However, they seemed feel that measures 
other than the oft-proposed, oft-rejected anti-trust approach held more 
promise suitable solution. was generally recognized that dis- 
ruptive effects the nation’s economy, such those created the steel 
strike, would best handled improved legislation governing nation- 
emergency disputes, and what might called “preventive” bar- 
gaining, which would take place before the time actual, full-blown 
contract negotiations. 

should noted that many cases bargaining ona larger scale than 
company-by-company has come about result the employers’ desire 
avoid technique whereby severe union strike pres- 
sure single employer, plus pressures from his competitors, forces 
employer agree “excessive” union demands. These demands, 
granted, would then used pattern the union’s subsequent nego- 
tiations with other employers. highly doubtful that the outlawing 
industry-wide bargaining would have beneficial long-run economic ef- 
fects, when one takes note the alternative possibilities inter-union 
competition, whip-sawing, and setting.” 

The article appears overlook the fact that most cases the impact 
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the final settlement likely greater than the impact strike, 
This particularly true adequate legislation available deal with 
national emergency disputes; such legislation would appear the 
appropriate way “protect the public from intolerable stoppages.” 

Although the author professes concern that bargaining power too 
highly concentrated the hands both labor and management, one 
left with the impression that, reality, his main concern that the 
current bargaining power organized labor greater than would 
like be. 


Management Aims 
Recruitment 
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Editor’s Note: Although the following article toward con- 
trollers, the relevance the subject matter is, course, not restricted 
that management group. 


EVERY CONTROLLER financial executive must carry out the duties and 
responsibilities his position through people through the 
tion which answerabie for building and directing. the final 
analysis the success the individual controller indeed the success 
the controllership function hinges the kind recruit attracted 
and trained the particular firm and the general field. 

The most common way which the recruitment goal being achieved 
today management through program recruiting and training 
each year’s crop graduating seniors. involves getting those men 
before they have actually received their diplomas and left college. 

The details college recruiting might reduced five major steps: 
The first step the determination the company’s needs; that is, 
the number and type men recruited. Some companies apparently 
determine this the basis past experience. Other companies 
parently make prediction needs, but rather wait until vacancies 
occur before taking any action. 

The second step the schools visited. Obviously 
there are great many possible factors which will influence this decision. 
Among the most common are: The courses and content the various 
curricula that are offered. The previous experience that the company 
may have had with graduates particular school. Any special campus 
contacts that the company may have. The geographic proximity the 
school the company plant office. 

The third step might described the promotional effort. Practical- 
every university has placement office assist students and employers 
getting together and most these offices effective job pub- 
licizing the visits company recruiters. They may this through 
notices all departments concerned, through the placement office bul- 
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letin board, and through the campus newspaper campus radio station. 
enough say that spreading the word company recruiter’s visit 
usually done very thorough fashion most campuses. 

The fourth step recruiting program the actual interview 
campus. Seniors consider company recruiters number one source 
pertinent information about employment opportunities. many stu- 
dents the recruiter the only contact they have with the company 
fact, their eyes, the company. 

The fifth and final step the plant visit. While some companies per- 
mit the interviewers make spot offers campus, the majority em- 
ployers ask the student visit the plant home office company ex- 
pense. The plant visit all too often treated isolated event whereas 
really the make-it-or-break-it phase the whole recruiting process. 
Itshould build upon and augment what has already been accomplished. 

Assuming that the controller’s recruiting efforts are productive and 
getting acceptances all his job offers, must now turn 
his attention the problem training these new employees. 

bridge from the campus productive work assignments, which will 
benefit both the individual and his company. effective must 
attractive bridge, yet must the same time functional. must 
attractive because the intense competition among employers for the 
more outstanding graduates. must functional for two reasons 
fails deliver trained men for responsible assignments, the company 
will not tolerate the expense for very long; fails offer ambitious 
men opportunity assume real responsibilities, will soon have the 
reputation back the campus being nothing more than bit 
recruiting fluff. 

successful training program would seem have four very distinct 
characteristics: First, flexibility, particularly its early stages. The 
average graduate has not yet clearly defined his specific job interest, nor 
have his abilities been proven, that the training program should cer- 
tainly provide means identifying square pegs and round pegs and 
finding appropriate holes for each. Second, training program should 
offer ample opportunity for personal contact and coaching members 
management. Recruits should always made feel part the 
team. 

Third, there should means which each man’s performance and 
progress can evaluated and made known him. This will help him 
determine his own career objectives within the company. Finally, there 
must problems, assignments, and responsibilities challenge the man 
while being trained. company can keep its trainees running full 
speed just keep with the challenge their work, two things will 
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happen. They will make substantial progress short period time 
and they will too busy look over any fences see the grass any 
greener the other side. 

The controller needs take critical look the whole recruiting and 
training activity periodically effort continue getting the right 
answer this key question: building organization training men, 


merely stock-piling bodies against the day when they might 
needed? 


Information Sources 
Foreign Marketing 
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John Abbott 


Chief the Marketing Branch 
the Food and Agriculture 
Organization, United Nations 


(26) 


RECENT YEARS the number marketing studies and reports has 
grown enormously. However, many marketing specialists have been 
working without access much the recorded experience and analysis 
that would useful them. 

Generous provision private and public funds has stimulated 
steady expansion the volume publications marketing outside 
North America. number texts marketing have been published 
the United Kingdom, Germany, and other countries. Consumer research 
and opinion sampling agencies are active most European countries. 
There European Society for Opinion Surveys and Market Research 
and several national professional organizations. 

The effectiveness advertising techniques different national, 
gional, and social environments has been subjected informed 
Enterprises offering undertake socio-psychological studies are now 
numerous Europe. 

The structure distribution another major theme inspiring con- 
tinuing review and analysis. There general awareness the trend 
from small-scale retailing narrowly specialized commodity larger- 
scale enterprises operating their own centralized buying departments. 

Public production, trade, and consumption surveys and other data 
constitute valuable sources marketing information. The broadening 
the scope intervention marketing, calling for 
detailed legislation, another source publication, together with the 
activities planning and development agencies. 

the need for systematic study and investigation marketing 
organization and procedure recognized, more and more European 
universities and research institutes are undertaking marketing work. 
Marketing survey and research activities are apparent many other 
parts the world. The Directorate Marketing and Inspection the 
Government India, for example, has published over seventy reports 
the marketing food and agricultural commodities. 

The extent direct international marketing advisory activity not 
always realized. For example, 1958 the Food and Agriculture Organ- 
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(F.A.O.) the United Nations had some twenty specialists 
working directly with government departments and began publication 
series guides marketing the less developed countries. With 
the activities the U.S. International Co-operation Administration, the 
Colombo Plan, the Ford and Rockefeller Foundations, and other agen- 
cies, the output studies and reports marketing the economically 
less advanced parts the world substantial. 

the function bibliographical, abstracting, and reviewing ser- 
vices help users find information. Unfortunately, systematic bibliog- 
raphies publications the broad field marketing countries 
outside the U.S.A. are difficult find use. There nothing compar- 
able Revzan’s Comprehensive Classified Marketing Bibliography 
American sources. 

the selective bibliographies available, that contained Market 
Research Methods Europe, published the European Productivity 
Agency, gives convenient coverage European literature the 
“fundamentals, methods and procedure market and marketing re- 
search” 1954-1955. Statistical Sources for Market Research, pub- 
lished the Market Research Society, London, 1957, compact 
survey sources statistical information relating the economy the 
United Kingdom. 

For many marketing workers the reviews, booklists, and notes profes- 
sional journals constitute the most effective source information 
recent publications other countries. The Journal Marketing has 
done much this area. Specialized bibliographical services which clas- 
and comment relevant publications, and keep their lists 
date issuing periodic supplements, probably come nearest meeting 
the active worker’s requirements, e.g. International Marketing, pub- 
lished France. 

bibliographical service can probably furnished most easily and 
least cost agency which can carry this task along with other 
activities, and obtain the co-operation interested official bodies 
various countries. case point the F.A.O. bibliography publica- 
tions outside the U.S. regarding the marketing food and agricultural 
products. 

this bibliography cross references are given where classification 
under one heading might misleading. Geographical, commodity, and 
author indexes coded show the year, language publication, and 
main subject emphasis are also provided. The basic criterion adopted 
for the selection titles their usefulness readers countries other 
than those publication. permit addition the periodic supple- 
ments needed keep the bibliography date, experiment has 
been made with mimeographed sheets adjustable cover. The sup- 
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plementary sheets and new index pages are sent automatically holders 
the original bibliography. 

would seem feasible establish chain marketing bibliographi- 
cal correspondents with common standards, who would inter- 
national service and the same time draw upon for dissemination 
marketing information. 
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RECENTLY there has been increasing interest the effects that formal 
characteristics organization such number levels supervision, 
extent division labor and functional specialization, organization 
size, number men per supervisor, flow work, and forth have upon 
human relations. These effects are interest theoretical social psy- 
chology well industrial administration. 

Early research into human relations employee morale and behavior 
was generally focused the study the “small group,” and was 
found that employee behavior and attitudes were the result inter- 
personal interaction within the group. Recently has become apparent, 
however, that informal small group behavior cannot divorced from 
the environmental context which occurs. sure, interpersonal 
interaction affects feelings and behavior the small group, but are not 
these informal dimensions themselves affected formal characteristics 
the organization which they take place? would seem that formal 
characteristics the larger organization and their relations small 
group dimensions employee interaction, attitudes, and behavior must 
studied order more fully explain organization behavior. 

The particular organizational aspects studied this research are size 
(defined the number employees) and the kind employee be- 
havior and level satisfaction associated with size differences. Speci- 
fically, the purpose this study examine the impact size upon 
level employee satisfaction, and determine whether this related 
overt behavior work, absenteeism and turnover. 

general, the following empirical investigations suggest that there 
some relationship between size organization and the quality em- 
ployee relations. The small organization with informal face-to-face rela- 
tionships between executives and rank and file was found most 
cient economically and most satisfying from human point view. Here 
attempt interpret the meaning employee satisfaction terms 
employee behavior and vice versa, with the aim further clarifying 
the meaning the size effect the organization. 

The general theoretical framework, recently proposed various 
theorists the field industrial sociology, shows that organization size 
other structural characteristics the large organization affect em- 
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ployee modes interaction, which, turn, affect their attitudes and 
consequently their behavior work. 


the basis these theoretical suggestions, have formulated three 
major research hypotheses: 


Hypothesis The general level employee satisfaction inversely 
related the size the organization unit. 

Hypothesis organization size increases, the level satisfaction 
varies follows: Satisfaction each the three areas concerned with 
interpersonal relations employee and management, employee and 
supervisor, employee and fellow employees decreases; Satisfaction 
the area nonmaterial rewards the job decreases more than any 
the three areas 2a; Satisfaction the area material rewards 
the job does not decrease. 


Hypothesis The level employee satisfaction inversely related 
to: Turnover; and Absenteeism. 

After investigating these hypotheses, list the following findings: 

Hypothesis suggested theoretical writings, type economic 
activity seems affect level satisfaction. Manufacturing organizations 
are expected, fact, more complex and highly specialized than 
nonmanufacturing organizations, and thus have lower level satis- 
faction for the reason that organization size increases, the general level 
satisfaction decreases more for manufacturing than nonmanufac- 
turing firms. 

Hypothesis The relation predicted part the hypothesis held. 
size administrative unit increased, level satisfaction each 
the three interpersonal relations areas decreased. Findings regarding the 
relation predicted part may considered two parts: (a) size 
administrative unit increased, satisfaction the area nonmaterial 
rewards the job decreased significantly; (b) the rate decrease was 
significantly greater for nonmaterial rewards than for interpersonal re- 
lations nonmanufacturing organizations, but not manufacturing 
organizations. 

Hypothesis The findings part showed significant relation- 
ship between level satisfaction and turnover rate. The results 
testing part indicate significant negative relationship between level 
satisfaction and absenteeism. 

Generalization from these findings and the conclusions the study 
must considered tentative, although suggestive for future research. 
But would seem that the organizational designer should interested 
optimizing the satisfaction employees. Our study provides guides 
for social engineering this kind. may consider the mechanisms 
division labor and status differentiation which seem mediate the 
adverse effect size satisfaction and behavior. 
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designing redesigning organization may consider such sti 


elements structure the Enlarging the job requirements 
and scope especially lower levels the organization foremen, 
ers, first-line supervisors thus giving the job itself optimum 

nity, interest, and responsibility for the type person expected 
perform it; Minimizing the number levels authority; Reducing 
the number departments, divisions, sections, other formal units 
the organization; Favoring interdepartmental meetings versus strictly 
departmental ones; and Formulating reformulating company and 
intradepartmental objectives achieve better integration. 


short, the organizational designer should interested mini- 
mizing, insofar possible, the potentialities the intergroup and inter- 


personal conflicts which are the usual concomitants large size. 
: 

Have Performance EIGHT TEN YEARS AGO the solution most performance evaluation 
Standards Been problems was believed explicit, written performance requirements 
Oversold? 
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for every position. Most organizations still pay lip service the old 
dogma. But actual practice, the traditional standards program its 
orthodox form being honored far more the breach than the 
performance. 


Why has the program lost momentum decisively? The answer 
that the results being obtained were not commensurate with the exten- 
sive time and efforts required bring them about, particularly jobs 
the activities which were not measurable. 

One the major errors made the adherents the orthodox per- 
formance standards program has been their insistence rigid, stand- 
ardized, all-inclusive approach. this always necessary feasible, 
particularly units where the activities higher grade employees 
not lend themselves such objective measurement, and where super- 
visors and subordinates have close and frequent day-to-day contacts? 
Are justified insisting all cases that every supervisor make 
project objectifying what constitutes satisfactory performance every 
significant task every job? Should not try design the system 
that will point only those areas which call for such treatment? 

Admittedly, many supervisors are remiss telling employees (a) what 
expected them; (b) how well the employees are coming their 
expectations; and (c) how they can improve. Our job impress 
supervisors with the importance discharging that obligation, 
gest techniques and devices that will remind and help them 
and establish unobtrusive controls that will let know how well they 
are doing so. But must strike careful balance between benefits 
obtainable, and the time and efforts likely expended. Performance 


standards should developed and used discriminatingly, tailored 
the individual situation, the extent and manner that the super- 
visor, after undergoing training their use, agrees they would useful. 

There one other basic respect which the traditional performance 
standards-centered plan can criticized. the application caliper- 
like standards gauge the employee’s performance every significant 
phase his job. The heart the plan being advocated the writer for 
the managerial units his Bureau’s central office, the other hand, 
consists joint, constructive, planned, intensive efforts the super- 
visor and the subordinate improve the latter’s performance bit 
bit atmosphere mutual respect and cooperation. 

The difference between the two approaches significant. Few em- 
ployees feel secure relation their supervisors that they can 
undergo detailed step-by-step appraisal all their tasks without feel- 
ing impelled justify activities for which they may have been criticized. 
Even the employee criticized only few counts, the sensitivity and 
the defense mechanisms that the appraisal-centered approach generates 
during the interview are hardly likely make him receptive con- 
structive suggestions. 

The trouble lies insisting that the wholesale development and uni- 
versal application explicit performance requirements always the 
cornerstone the performance evaluation program. Instead judging 
the program terms how well achieves its real objectives, e.g. im- 
proving performance, become preoccupied with scrutinizing the per- 
centage jobs for which objective performance requirements have been 
reduced writing, how thoroughly the requirements have been ap- 
plied right down the line. short, evaluation and its techniques have 
become ends themselves, instead merely means ends. 


SOME THE MOST CONSTANT QUESTIONS which press upon concern 
our own reading. The main question simply: how are best use 
our allotted time with regard reading? 

Purpose logically dominates content and method. Before can say 
what good reading must know why are reading the first place. 
There are manifold approaches the related problems what and how 
read. shall merely list, answer this part the question, four 
purposes which readily suggest themselves and upon which can build 
subsequent discussion. may read (1) for information; (2) stim- 
ulate thought; (3) help our personal development; (4) for enjoyment. 

addition the above explicit and undisguised purposes, must 
examine another purpose this time hidden unconscious one, but 
one which may rule and dominate all others, well influence the 
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content and manner our reading. refer reading for the purpose 
avoiding thinking. Since intellectually re. 
spectable, reading satisfies our conscience that are spending our time 
properly. Yet nearly all times infallible savior from the rigors 
and severity thinking. 

Suppose, however, that seriously wish fulfill any the four 
conscious purposes listed above. How should about it? What 
teria can use for selecting from the forests books available some. 
thing which makes worth our while choose reading before some 
alternative activity passivity? 

answer this question had confined single word, that 
word would be: Less. are reading for information, then 
tedly there are some things must read, although they are probably 
fewer than think. more important selective than 
prehensive. Knowledge the right things read topic more 
prized than the perseverance attempt read everything topic, 
because the former leaves time for reflection upon and use the in- 
formation acquired; and without these the information merely what 
Whitehead calls “inert knowledge.” 

Furthermore, our purpose stimulate our thinking, then the 
quantity reading should even less, and the rigor selection even 
more severe. Here the controlling factor that each one 
unique individual, with his own heredity, experiences, attitudes, and 
foci interest. Hence the particular type reading which will 
uniquely thought-provoking for will not necessarily for any- 
one else, and should principal task find that literature. 

Another injunction would add criterion selection is: read only 
what elicits genuine interest from the mind. 

Finally, repeat advice often given but rarely heeded: read only the 
best. Even good literature not good enough: only the best worthy 
our time. This means few magazines journals, since these are mostly 
written hastily for titillation the emotions rather than deep stimulation 
the mind. And means that newspapers, read all, must used 
with discipline and care. requires considerable skill and experience 
read newspaper without damaging the mind. 

becoming clear, then, that the reading controlling 
significance. Many questions how read concern the speed read- 
ing, subject upon which much nonsense written and more spoken. 
When reading with either the first two purposes mentioned for 
information intellectual stimulation most our worries about our 
speed reading would disappear instantly would realize that 

reading much more moral problem than intellectual one. For 
this phenomenon have thank well-intentioned grade teachers, 


ces 

mi 


who taught read insisting that was read every suc- 
cessive word. 


Once realize the extent which our conscience bound with 
our approach reading are the way freeing ourselves from 

pointless and pernicious habits. What required not fixed pattern 
but control: the ability vary one’s speed reading, according 


material and need, from book book, and sentence sentence. Particu- 
larly read order enrich and stimulate our minds, essential 
maintain this control and flexibility. order learn from and 
stimulated what read must act upon the book precise and 
aggressive fashion, taking from only that which need enrich our- 
selves. 

The fourth purpose mentioned above reading for enjoyment has 
not been singled out for special attention. The reason for this that the 
purpose enjoyment ought both transcend and infuse all other 
purposes reading. Everything should read for enjoyment. Most 
our reading problems would dissolve away used all reading 
source pleasure rather than tranquilizer the conscience. 


ENTICINGLY ILLUSTRATED ADVERTISEMENTS, and even entire Sunday the Game Worth the 
supplements, have for number years been extolling the virtues Candle? 
certain states and municipalities for new industrial enterprises. Prom- Challenge, Vol. No. January 
inently displayed among these advantages are direct financial aid and pp. 6-10 
offers tax exemptions. But along with this enthusiasm runs equally 
vigorous but not generally noticed sentiment against the use sub- Poole 
sidies and tax advantages encourage industry move out one Professor Economics, 
into another. Here the realization that there are large potential social Northwestern University 
costs involved. 
Tax inducements industry have history that longer than that 

the Republic itself. Whenever the property tax the major source 

local revenues, incentive exists use temporary tax exemptions 

attract new industry. hoped that new industry will stimulate the 

economy and, pushing property values, recoup the tax revenues 

and more boot. 
During and after the Thirties, increasingly large number local- 

ities within the states began take advantage state-enabling legisla- 

tion grant exemptions. The states’ major sources tax revenue are 

corporate and personal income taxes, and sales and excise taxes. These 

not lend themselves easily special tax concessions. However, certain 

states have done something along these lines. For example, one state has 

enacted sales tax exemption for the purchase equipment new 

industry. Louisiana has provided for state approval 10-year exemp- (33) 
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tion for new plants, addition the five-year exemption the option 
the localities. 

understandable that the municipalities have usually been the 
active agent property tax exemption. This their tax. 1959, for 
example, they collected $14.4 billion property taxes, out total 
revenue $15 billion, per cent. 

Much the effort the states has gone into the industrial 
ment corporations themselves, together with the granting certain 
kinds direct subsidies. Thirteen states give direct financial assistance 
new industries; but noteworthy that the same number give such 
aid old industry well. Some states pay the difference between the 
wage rate actually paid the firm and the relatively low productivity 
the worker. 

Why the states set much store the activities their industrial 
development corporations? because they are aware the constant 
and massive changes occurring the distribution markets and the 
labor force, well the exploitation natural resources. This 
process continually changes relative economic positions the vari- 
ous states and regions. easy see that unless there way estimate 
fairly accurately the direct and indirect benefits, well the direct and 
indirect costs, industrial development program (including tax 
concessions), there may tendency for the movement snowball 
excessively, and for highly inefficient. This means that the tax- 
exemption program cannot allowed run itself year after year, 
without regard changing economic circumstances. But possible 
that judicious use state and municipal prodding can help produce 
economic decisions that accelerate growth industrial development, al- 
though some investigators have found that the tax factor and financial 
aid rank low among industrial relocation determinants. 

There possible conflict interest here between the states and the 
municipalities. Since the primary revenue source the latter the 
property tax, the cost development programs largely borne this 
tax. course, the program successful, property tax valuations will 
gradually rise, but the lag will rather long. The major rise 
revenues, least during the first few years the program, occurs 
sales and income taxes. But these generally benefit the states rather than 
the municipalities. 

Studies what proportion rises property values attributable 
the tax remission program and what part would have occurred any 
case show how difficult obtain reliable estimates the narrowing 
the property tax base resulting from the tax concession. There 
definite lack centralized state records local finances the basis for 
this difficulty. However, one relatively good study done Louisiana 


Pp 


showed that the cost tax program set for industrial development 
proved excessive. The poorer states and municipalities partic- 
ular cannot ignore the financial costs. They may simply not 
position encourage industrial development that does not promise 
benefits public budgets, even though other grounds there may 
arguments favor undertaking the program. Unbridled competition 
this sort quite likely distort the use resources. 

world scarcity, and vast differences the natural endow- 
ments the different states and municipalities, there every incentive 
find constantly better ways accomplish the optimum rate eco- 
nomic growth for the several states and regions. State development corpo- 
rations should step the work they are doing long-range planning. 
But more important than this, coordination needed from the top. 


COMMON QUERY TODAY Is: can American manufacturers, with 
employment costs that average over $2.50 hour, compete with foreign 
producers whose average employment costs range from $1.00 per hour 
down cents hour and less?” The answer, anticipating the dis- 
cussion which follows, that some businesses and industries will not 
only compete successfully but will actually ship and sell their products 
the very markets where they are faced with low-wage competition. 
Other businesses and industries will not only fail sell abroad but will 
find foreign producers encroaching their domestic markets. This, 
however, the nature trade. 

expect sell abroad, and sell over $18 billion worth 
merchandise annually foreign markets, must buy abroad. selling 
Americans, foreigners will find they can succeed only when shipping 
products they produce relatively more efficiently. some lines, are 
only per cent more productive than foreigners, while others are 
almost six times productive. Herein, the primary reason wage rates 
the United States are much higher than elsewhere the world. 
produce more per hour. The more shift our resources our man- 
power, capital, and natural resources out low-productivity industries 
into high-productivity industries, the higher our incomes and wage 
rates will be. allowing foreigners produce those items for where 
our productivity relatively low, avoid being forced use our 
resources low-productivity lines. Since foreigners will buy from 
those things which their productivity relatively low, which means 
those things which our productivity relatively high, this will ex- 
pand our high-productivity industries. contract our low-produc- 


tivity industries and expand our high ones, our wage rates and incomes 
will rise. 


The New Competition 


International Markets: 


How Should Adapt? 


The Journal Business, Vol. 33, 
No. October 1960, pp. 322-326 


Yale Brozen 


Professor Business Economics, 


Graduate School Business, 
University Chicago 


(35) 


5 
| 5 


(36) 


Our low-productivity industries will not like this because the ex. 
panding high-productivity industries will bidding workers away from 
them unless they raise wage rates. they are forced competition for 
labor raise wages, they will become less able hold the domestic 
market the face foreign competition. Less able, that is, unless they 
raise their own productivity. 

meet the increasing competition from foreign suppliers, low-pro- 
ductivity firms relatively low-productivity American industries will 
either have raise their productivity rank shift the more 
tive industries. Foreign competition can, then, the American economy 
great service forcing this occur. 

Productivity many foreign industries has changed relative 
American productivity foreign industry has expanded and improved 
technology unequally different industries. Steel and apparel imports, 
for example, have grown relatively more than other imports. the 
other hand, now export large presses which once imported. 

have raised productivity some industries producing more 
valuable product and thus kept, created, market. Productivity can 
raised this way well producing more pounds per man-hour 
old products. Research and development better products and 
processes becoming increasingly important factor maintaining 
sales and profits the face growing foreign competition well 
growing domestic competition. 

meeting foreign competition, very important factor selling, 
marketing, and promotion. American companies that cannot meet 
foreign competition with their present strategy should re-examine their 
productivity, their research, their product design and product lines, and 
their merchandising and marketing. curing inadequacies these 
areas, they will not only fend off foreign competition but also protect 
themselves against domestic rivals. costs are high spite high 
productivity, then labor relations finance may fault. The only 
areas which any company should look government for help against 
foreign competition are easing the business tax burden and 
restrictions imports raw materials. 

Our corporate income tax and business property tax have increased 
the cost and dried supplies capital. Since one way raise pro- 
ductivity use more capital per man, reductions corporate earnings 
tax and business property tax rates would contribute our ability 
continue wage increases without pricing products out the market. 
Cutting these taxes would allow our productivity rise more rapidly, 
and real-wage-rate increases would become larger than those unions 
now apparently win. 
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